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Project Overview

Introduction

This introduction will provide an overview of the work performed by Strategic Talent
Management, Inc. (STM) for the Minnesota Department of Human Services (DHS) as part of its
IT Workforce Planning efforts.

As the Minnesota state agency charged with “helping people meet their basic needs by providing
or administering information technology coverage, economic assistance, and a variety of services
for children, people with disabilities and older Minnesotans” the DHS has a special mission to
look beyond the horizon and consider how unprecedented changes in the labor force will impact
its ability to continue to provide the information technology human capital to meet the mandates
of the organization.

At the heart of this organization is the Information Technology (IT) workforce of DHS which
supports increasingly complex and interconnected data systems. This report is the second
deliverable in a multi-step project providing an evaluation of current IT workforce strategies and
the development of tools and resources to support the development of the workforce resources
required by the agency.

The evolving landscape of the American workforce is placing unique pressures on organizations
to understand the dimension of change to the labor force and thus creates the need to carefully
plan workforce strategies that will successfully navigate these changes. Such changes will be
particularly acute in the information technology segment of the DHS workforce. Agency
management is being called upon to deploy increasing technology functionality staffed with the
ever thinning ranks of experienced professionals.

With the rapid change of IT technology and corresponding skill-set requirements, IT
Administrators must balance the needs for new IT applications for emerging infrastructures with
the reality of maintaining and supporting large-scale legacy systems. In addition, public sector
salary constraints coupled with increasing competition for top tier talent creates a formidable
challenge for DHS leadership.

As stated in the RFP, “DHS recognizes the value of considering the dynamics of a rapidly
changing aging population and the need to evaluate how it is succeeding in its efforts to build an
IT workforce aligned with these realities. The MN DHS, much like many public and private
organizations that employ IT workers, recognizes that changing demographics are likely to have
a drastic effect on IT staffing in the near future.” To anticipate these changes, DHS IT leadership
developed a strategic workforce plan which included a representative group of “technologists,
managers, and users who are skilled and well coordinated to achieve DHS and statewide
objectives.”

This project was developed based on the leadership of the DHS, the IT Workforce Planning
Group working in collaboration with the DHS CIO who commissioned an RFP to engage
consulting workforce assistance. This report is the second deliverable of this study which is

Prepared by Strategic Talent Management, Inc., 2008 4



DHSIT
Recruitment Handbook
designed to improve the overall understanding of issues confronting the DHS IT workforce.
Based on the research findings, specific resources will be developed and strategies recommended
that will improve DHS’s IT overall workforce position. The DHS IT Workforce Planning Group,
which led this work, developed a four-phase strategic plan to develop more information about
their current situation and to accomplish the following:

e Phase I - Set a Strategic Direction
e Phase II — Four steps:
» Demand Forecast — Determine the future workforce needed to carry out functional
requirements
» Supply projection — Develop a current workforce profile and project future needs
» Gap Analysis — Compare demand forecast with supply projection, gaps indicating
a future shortage/surplus
» Strategy Development — strategy to address gaps/surpluses;
e Phase Il — Implement the plan considering buy-in, timelines, resources and performance
measures
e Phase IV — Monitor Evaluate, Revise

DHS has taken an important step in addressing these issues by engaging consulting services
provided by STM. STM’s role in this project is to work with DHS’s Chief Information Officer,
DHS IT Workforce Planning Group and human resource and organization development staff to
assess current recruitment strategies, review retention approaches, assess turnover causes, and to
develop a comprehensive array of workforce strategies and tools. This project is designed to
achieve these objectives by building upon current best-practices, identifying development areas,
and building and deploying comprehensive and consistent approaches to recruitment, retention,
and retraining of the incumbent IT workforce.

This document provides the recommended recruitment strategies and the IT Recruitment
Handbook for Managers as the Phase 2 deliverable of a seven-step workforce development
project for DHS. The seven steps are as follows:

1. Analysis of Surveys and Identification of Workforce Gaps
Project team interviews

Human Resources staff interviews

IT Managers interviews

DHS IT Stakeholders focus groups

Assess and analyze survey findings/compare results
Develop DHS Workforce Program Effectiveness Model

VVVYVYVY

2. Recommend Effective Recruitment Strategies
» DHS IT Recruitment Handbook for Managers (containing case studies, workforce
planning guidelines, recruitment strategies, community coordination, college and
veteran recruitment, and a recruitment handbook)

3. Compensation Flexibility Strategies for Public Employees
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» Research document on local and national compensation issues related to
compensation flexibility for public sector employees.
» National data survey report on identified IT skill sets to raise awareness of salary
benchmarking, compensation flexibility and the range of options available to state
agencies.

4. Recommend Cost-effective Training Opportunities
» Training Matrix (including a comprehensive range of on-line, open enrollment, credit
and non-credit programs fully matched with the needs of the existing and future DHS
workforce)

5. Determine/ Recommend Software Tracking for DHS Current and Future Skill Needs as
well as employee competencies and training.
» This document describes current available software for tracking current and future
skill needs as well as competencies and training.

6. Metrics for Development Ongoing Workforce Planning Efforts
» A set of measurable performance standards that supports continuous improvement
feedback processes.

7. Executive Presentation of Workforce System Strategies/Handbook

The research which guided the development of these resources was created through the support
of the DHS Chief Information Officer, DHS’s Office of the CIO, DHS IT Workforce Planning
Group, DHS Human Resource Staff, and DHS IT employees. DHS staff throughout the agency
contributed their recommendations and insights which have been incorporated into the following
resources.

The IT Recruitment Handbook will position DHS as a stable, technologically advanced
organization, interested in customer service and committed to the development of its employees.
Consequently, the following recommendations are intended to improve recruitment and retention
by endorsing long-term employment and career development for IT professionals within DHS:

= Communicate the value of state employment: An objective review of the positions at DHS in
the IT field indicates that state employment is reasonably competitive to attract and retain the
numbers of employees and skills sets required to meet agency needs.

= (Career Development: Institute a career development process as a means of developing and
promoting qualified internal candidates to positions of increasing competence and
responsibility consistent with the needs and interests of the individual and the organization.

= Tuition reimbursement: Provide a consistent, nationally-supported tuition reimbursement
program designed to promote employee fulfillment, technical competence, management,
preparedness, and employee growth and retention within DHS.
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Relocation: Build awareness of available relocation assistance to allow qualified applicants
and current employee’s access to positions within DHS at different locations. This could
serve to relieve IT staff surpluses in some areas and decrease shortages in others. In addition,
this resource would provide incentives for qualified candidates to join DHS from within the
state and from outside Minnesota.

Hire a technical recruiter working for IT with a job description designed to proactively seek
high caliber recruits for open DHS positions. A recruiter will provide the needed boost to
DHS IT supervisors who shoulder the primary burden in recruiting staff for their divisions.
This position would also be a liaison to human resources staff to provide needed technical
input into the employee searches filtered through Resumix.

Employee Referral: Consider the development of an employee referral procedure designed to
build the applicant pool by using internal employees as a consistent recruitment and referral
resource.

Employee Recognition: Provide consistent and highly visible acknowledgment of employee
success. IT staff participation on recognition committees is highly recommended.

Pay Levels: Review compensation and benefit plans to benchmark differentials between
public and private wage levels to help understand the relative competitiveness of state
employment.

DHS Recruitment Theme: Increase the amount of branded information going to DHS staff
and potential applicants marketed under a mission-consistent theme designed to elicit interest
in the helping functions of the agency and the role that IT contributes.

Deploy the Recruitment Handbook as a strategic and consistent means of increasing the size
and quality of the applicant pool.

Applicable research from Deliverable 1 indicates the following:

The following is a list of motivating factors for IT employment at DHS:
Mission of the agency

Security of state employment

Ability to work with the leading edge technology
Work in an environment that has a level “playing field”
Continuous learning opportunities

Compensation and healthcare benefits

Career potential

Work at something that makes a difference
Atmosphere

Work-life balance

Collegiality

Quality of supervisor

O O O O O O O O O o o o

Sources of recruitment for DHS IT employees included the following:
o Contractors who have experience with the agency
o Co-workers, friends, relatives, service recipients
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Layoffs from other state agencies
IT college graduates with a social service mission interest
College graduates with a passion for IT
Self-taught IT professionals with an interest in working with the State
Career professionals who wish to transition from the private sector to a more stable
state employer
Applicants from DHS Website
Individuals seeking a promotion from other municipal, county and state agencies
Interns and staff who were employed in summer jobs
County employees
Vendors with agency experience
Graduates of the University of Minnesota and MnSCU institutions
Student workers and on-the-job training programs (phased out program no longer
active)
SOS Recruiting Office
Applicants from Monster, Dice and Indeed web sites

= Factors identified as impacting IT retention at DHS:

O

O O O O O O O O O

O O O O O

Positive management and co-workers

Managing to the individual employee needs

Availability of personal and professional development

Heavy handed agency mandates forced on staff with little communication
Would like to see greater supervisor discretion

Challenges to the mission of DHS

Promotions and career paths geared to the individual

Positive morale

Agency-wide breadth of projects

More clearly identifying the real benefits that exist (i.e., average compensation,
flexible work schedules, work from home options, and the assumption stable
employment is available at DHS)

Good co-workers, chance to work on projects that make a difference

Being able to work on and contribute to team-based initiatives

Employee recognition

Management style/practices of supervisor

Positive work life and family balance availability which can be seen as being more
important than better pay and more rapid career advancement

Treatment of employees nearing retirement who are reported to be marginalized and
are often not assigned projects.

Opportunities to work part-time while retaining health care benefits

Technical Supervisor’s Survey

The Technical Supervisor’s Survey reported a number of relevant data related specifically to
staffing needs of the agency. This information is highlighted in the following section as it was
used as a basis for the handbook developed specifically for DHS:
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Staffing Levels Sufficient to Support Business Objectives

39%

61%

HYes ONo

Recruitment activities need to anticipate a number of changes in agency operations that will
contribute to future staff shortages which include:

= Agency growth and 24x7 operations

= Staff requirements for systems changes and implementing new systems

* Meeting the demands of financial and clinical programming and report writing

* Hiring in a timely manner and communicating the status of applicants for agency IT

positions
= Compensation issues around Java Programmers

Sources of New Staff Recruitment

%
61%
11%
11%
2% 2% 929/ 9%
O Referral/Word of Mouth B Agency Website
O Newspaper/Technical Publications O Conferences
H Recruiter O Counties
B Resumex O Newletter

Agency IT staff reported a range of recruitment resources currently being used. While 88% of the
respondents used DHS/Resumix as their exclusive recruitment resource, focus group findings
revealed that the majority of new employees were referred to by staff or family familiar with the
agency.
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Three primary reasons for staff attrition were reported by IT staff managers and are displayed in
the following chart. Compensation, limitations on long-term career development and having to
hire new staff in entry level positions were seen as the primary reasons that IT staff were leaving
the agency.

Turnover Reasons
33% 34%

33%

O Pay B Career Development O Entry Level Job Classification

Department Turnover Last 12 Months

40
30
20
10
0
ORetirement M@ Disability OPromotion O Transfer
B Private Sector OReturns B Terminations ONo Reason

Different strategies recommended by IT managers and line staff point to the need for a vibrant
recruitment process specifically targeted to meet the evolving workforce needs of the agency.

Staff reported using contractors operating in areas such as development, Sun Server and Solaris
support functions, PDA applications, Java mentoring and consulting, web authentication
development, and Java development. Respondents indicate that there are approximately 24
different contracting organizations and individuals supplementing the IT workforce. While this
tactic represents a strategic and reasonable response to various project needs and staffing
shortfalls, enhancing the recruitment pipeline will have positive cost benefits and contribute to
the agency’s ongoing workforce planning success.
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Survey information also revealed that additional information related to job duties, career
development and compensation and benefits will be useful in reducing the number of rejected job
offers. The following reasons were given why applicants have rejected positions with DHS IT:

Salary

Union job

Not enough starting vacation
Opportunities for success

Job duties

Need to relocate to Minnesota
Salary structure of state employment
Limited career opportunity

Future recruitment strategies recommended by staff were also polled in the surveys. IT
supervisors responded that the following resources would improve their recruitment
effectiveness:

Improved salary

Increase communication with HR regarding the technical requirements of DHS IT
positions

Increase salary and training opportunities commensurate with the private sector
Invest at the agency level in recruitment activities

Contract with a headhunter

Attend college job fairs

Advertise jobs

Provide a Division-wide training budget and training plan

Attraction to state employment and specifically DHS is an important factor in the recruitment
process. IT Supervisors responded that the following factors were present in people interested in
state employment:

Perception of job security

Perceived high quality benefits

Good work environment, meaningful work

Reputation of the state as a good employer

Desire to serve in government and be part of the solution

Service to fellow citizens

Stability of working in a state IT shop and avoiding the ups and downs of private
employment

Opportunities to work with new technologies and platforms

The IT Recruitment Handbook is specifically designed to address DHS’s workforce needs by
using a materials approach which is expected to increase the number of qualified candidates
available for short, mid, and long-term recruitment objectives. These recommendations are
offered as a means of improving the overall workforce environment of DHS. While there are
costs associated with implementing these policies, we anticipate that DHS will experience
significant human resource savings as a result of these initiatives.
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Strategic Direction for the Minnesota Department of Human Services

Recruiting and Staffing
The goal of this handbook is to build an IT recruitment resource designed to proactively recruit
key personnel and increase the number of IT candidates available to DHS personnel on a local,
regional, and national level. The use of the IT Recruitment Handbook for DHS managers will
contribute to achieving the following objectives:
= Improve sourcing and staffing strategies that add value and lower costs for the staffing
function
= Accelerate the hiring process in a competitive environment
= Increase hiring activity through continuous improvement of the recruiting, staff
development, and retention process
= Regarding DHS IT careers, increase the amount of information available to community
organizations that are in a position to refer qualified candidates to the agency.
= Consistently use a range of recruitment resources in an effort to reduce cost and time per
hire.
= Use the recruiting process to contribute to the mission of DHS
= Recruit diverse candidates who will positively impact the organization
=  Develop effective staffing/recruitment/retention procedures in a tight labor market
= Provide DHS IT Managers supplemental information on the recruitment resources
designed to meet specific hiring needs
= Provide resources to hiring managers to hire the right candidate quickly
= Evaluate the recruitment/staff development/retention programs to discover opportunities
for improvement

This resource guide has been developed with the contributions of many DHS IT and Human
Resources staff. The information presented is based upon research conducted at DHS and by
reviewing the literature of recruitment beat practices. Through this review we have selected
strategic “best practices” and materials designed to offer DHS additional support in the
recruitment process. The handbook is intended to be a resource for all DHS staff involved in IT
recruitment. The materials in this document would be especially relevant for DHS IT staff
dedicated to the recruiting function.
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Section 1: Handbook Executive Summary

The Recruitment Handbook is designed to be used by managers to meet the recruitment needs of
human services IT professionals. DHS IT managers are developing a team of professionals for
some of the most demanding and rewarding careers anywhere.

The Minnesota Department of Human Services is the largest, and one of the most technically
advanced state agencies providing advanced recruitment resources specifically designed to meet
the evolving needs of the agency’s IT workforce. Employee success is the result of the
contributions of DHS team members and their commitment to the mission of the agency. DHS
employees’ dedication to serving clients, communities and the State of Minnesota is second-to-
none.

The Recruitment Handbook is designed to support and build upon current agency, and state-
sponsored recruitment activities and to be consistent with Department of Employee Relations’
policies and procedures, as well as to complement existing agency recruitment and marketing
initiatives.

Due to the restricted supply of the IT workforce in the Minneapolis/St. Paul labor markets,
numbers of available trained personnel, wage rates, and other factors such as current hiring
timelines for new employees, DHS is experiencing a variety of issues relative to the recruitment
of information technology professionals. In some operational areas, acute staff shortages exist.

This manual has been prepared with these factors in mind and is designed to support DHS in its
recruitment efforts. The goal is to increase the number of potential employment candidates
interested in DHS.

The DHS Recruitment Handbook offers a convenient set of sample resources designed to
complement existing state recruitment initiatives. The approach recommended is a progressive
schedule of increasing amounts of information depending upon the group of prospective
candidates. These groups may range from students just beginning to consider career options to
candidates looking specifically at DHS for career-related employment opportunities.

The Recruitment Handbook was designed to be a resource for DHS It managers. Please
carefully review all of the printed materials. The Wage and Benefit Summary and Sample
Letters must be revised for consistency with DHS employment benefits.

The Recruitment Process flowchart summarizes the concept behind the Recruitment Handbook.
The Employee Recruitment Checklist recommends outreach tools for particular recruitment
purposes and activities; the tools have been carefully planned to produce maximum value.

The overall goal of the DHS IT Recruitment Handbook is to improve the agency’s effectiveness
in hiring and retaining IT professionals. To achieve that goal, we have gathered data on the
current strategies used and developed a model designed to build upon current strengths and to
introduce new strategies to ensure access to the greatest array of candidates possible.
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The strategic intent of this process is to view human resources and IT as strategic business
partners in the recruitment process. This handbook is divided into seven sections:

e Section 1: Handbook: Executive Summary
e Section 2: Workforce Planning

e Section 3: Recruitment Strategies

e Section 4: Community Coordination

e Section 5: Recruitment Resources

e Appendix

The material in this Handbook will chart a course for effective recruitment and serve to present
the long-term career potential available with DHS.

DHS Workforce Effectiveness Model

The DHS recruitment handbook supports the following workforce effectiveness model.

Strategic
Workforce
E::;Iel:;g IS7taffing Build Awareness,
orecasts Attract Candidates,
Develop Employees,
Workforce
Retention
Managers
Recruitment
Handbook
Materials
> Options for
Compensation
Flexibility
A"
Career Development
Processes
Training Matrix Based on
Current and Future SKkill
Workforce Metrics NGl
and Software
Recommendations
Successful Workforce

Planning and
Continuous Improvement
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Organization Theme for DHS IT Recruitment and Retention

“Technology- Committed to Service and Careers”

As the Minnesota state agency charged with “helping people meet their basic needs by providing
or administering information technology coverage, economic assistance, and a variety of services
for children, people with disabilities and older Minnesotans”, DHS IT employees have a special
mission to look beyond the horizon and consider how unprecedented changes in the labor force
will impact its ability to continue to provide the information technology human capital to meet
the mandates of the organization. At the heart of this organization is the Information Technology
(IT) workforce which supports increasingly complex and interconnected data systems.

Recruiting for information technology professionals interested in the human services mission of
DHS IT employment requires building a “brand” for the career opportunities offered through
DHS. To accomplish this goal, a consistent theme needs to be used to brand recruitment
communications.

The theme for this effort builds upon DHS’s mission and can be branded as “Technology-
Committed to Service and Careers.” The concept behind this recruitment theme is recognition of
DHS as the state’s largest agency and the employer of choice among IT professionals. In
addition, an extremely important recruitment advantage is to demonstrate DHS’s interest in
people defining and developing their careers as employees of the Minnesota Department of
Human Services. The concept “Technology-Committed to Service and Careers” represents
DHS’s commitment both to its employees and to the clients, stakeholders, organizations, and
communities it serves.
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Section 2 — Workforce Planning

The goal of the Recruitment Handbook is to support DHS managers’ efforts in developing and
retaining a consistent supply of qualified candidates for information technology positions. The
Department of Employee Relations (DOER) has an existing workforce planning strategy that is
recommended material for managers to complement this Handbook. The website for the planning
guides is located at www.doer.state.mn.us/wiplanning/wfpGuide.htm

Our goal is not to duplicate or supplant the existing workforce planning model, but rather to draw
out specific elements of the plan most relevant for DHS. In addition, complementary information
is provided based on the unique challenges in recruiting IT professionals. A copy of the DOER
Workforce Planning Guide has been provided as Appendix A .

The DOER Workforce Planning website presents a very helpful orientation to the strategy behind
workforce planning. DOER’s Workforce Planning and Strategic Direction guidelines are located
at www.doer.state.mn.us/wfplanning/36-40.htm. The information outlined by DOER presents the
strategic vision established by the state of Minnesota for workforce planning and is presented in
summary below:

Workforce Planning and Strategic Direction

Below is a brief outline of the steps needed to set a strategic direction. Following the outline,

definitions and instructions for the various steps are described.

1. Organize and mobilize strategic partners: Locate and enlist key players within the
organization and among customers.

2. Set vision, mission, value, and objectives: Compose vision, mission, values, and objective
statements that provide a foundation for defining and implementing strategic plans.

3. Review organizational structure: Examine current workforce demographics, competencies,
and workload.

4. Conduct business process reengineering: Analyze and redesign processes across the
organization.

5. Set measures for organizational performance: Define how the organization will know when
and if it has succeeded.

6. Position HR to be an Active Partner: Put HR leaders in the front of the strategic planning
effort.

When setting a strategic direction, it is important that:

= (lear milestones are set with associated time periods for their completion in order to reach
the planned future state.

= Targets are realistic, objective and attainable.

= Performance audits are taken to determine the organization's progress in meeting the strategic
plan.

= [fthere is a gap between the plan and reality, additional steps are taken to ensure that the
strategic plan will be implemented or the plan is revised.
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This section is designed to complement the material presented by DOER by focusing these
recommendations and adding supplemental data designed to support the specific planning
necessary for a Staffing Forecast Model, a Recruitment Process Flowchart, an Employee
Recruitment Checklist, a Benchmarking Exit Interview Process, and means of trending results
and implications.

The information contained in the Recruitment Handbook is presented to add value to ongoing
recruitment efforts and offers a complete means of tracking workforce requirements. The
recommended workforce planning model provides a systematic assessment of workforce content
and composition issues and will help determine what actions must be taken to respond to current
and future staffing needs. Actions to be taken may depend upon external factors (e.g. skill
availability) as well as internal factors (e.g. turnover). These factors may determine whether
future skill needs will be met by recruiting or by training internal staff members.

Workforce planning begins with a consideration of four issues:

1. Determining the composition and content of the workforce that will be required to
achieve the objectives outlined in the IT Strategic Business Plan. This approach will help
position and prepare DHS IT management to strategically deal with ongoing changes in
the information technology industry and a predicted and continuing shortage of potential
employees.

2. Identifying the gaps that exist between the direction of the organization and the current
staffing levels, including any special skills that will be required to keep pace with the
changing needs of information technology.

3. Determining the recruiting and training plans for permanent and contingent staff that
must be put in place to deal with gaps.

4. D